Indicators of their affective well-being and intrinsic job satisfaction were shown to predict dimensions of their contextual and task performance.
Introduction
The proper management of one's feelings clearly lies along a complex (and therefore not simple or easy) balanced middle path, requiring constant judgement and continuing adjustment. (Peck 1978: 169) This exploratory study investigates if there is an association between managers' job-related affective well-being ('affective well-being'), intrinsic job satisfaction and their contextual and task performance ('manager performance'). Specifically, the main goal was to establish which indicators of managers' affective well-being and intrinsic job satisfaction predict dimensions of their performance. A substantial research question was revisited: what is the impact of affective wellbeing and intrinsic job satisfaction on managers' performance? Answering this question required the development of a new instrument for measuring their performance, and also the differentiation of the construct of affective well-being from intrinsic job satisfaction. The following research questions were addressed:
1. Is there an association between affective well-being, intrinsic job satisfaction and managers' contextual and task performance? 2. To what extent does affective well-being and intrinsic job satisfaction predict different dimensions of managers' contextual and task performance? 3. Does positive affective well-being result in enhanced performance, and is poor affective well-being detrimental to performance?
The primary goal of this research was to establish which indicators of self-rated affective wellbeing and intrinsic job satisfaction are reliable indicators of managers' performance. Certain indicators of affective well-being and intrinsic job satisfaction are argued to predict dimensions of their job performance. An ancillary objective was to establish the structure of their performance.
The 'Happy Productive
Worker' Thesis Staw (1999a, 1999b) reopened the general debate about whether happy workers are more productive. Decades of research have found inadequate evidence to support the 'happy productive worker thesis' (Staw 1986) or the proposition that 'a happy worker is a good worker' (Katzell and Thompson 1995: 111) . Research has also been unable to establish a close link between job satisfaction and performance (c.f. Brayfield and Crockett 1955; Iaffaldano and Muchinsky 1985; Locke 1976; Vroom 1964; ) . This may be a result of researchers erroneously conceiving and operationalizing job satisfaction as synonymous with affective well-being (Cropanzano and Wright 2001; Cropanzano et al. 1993; Wright and Cropanzano 2000) . Later meta-analyses have indicated that there is a stronger relationship between job satisfaction and job performance than was previously evident (Harter et al. 2002; Judge et al. 2001) .
Researchers have mostly ceased investigating whether satisfied employees are more productive, possibly as a consequence of using job satisfaction as the predictor variable, instead of more appropriate measures, such as 'happiness' Staw 1999a, 1999b) , or affective well-being (Sevastos 1996; Warr 1990 ). Also, the construct 'managers' job performance' has not been robustly measured, making associations between them.
These results are argued to be partly due to conceptual misspecification and inadequate research methodologies. Rather than being an aberrant stream of investigation, these findings arguably result from poorly specified and measured constructs. Despite the lack of empirical evidence, the notion that satisfied or happy workers are more productive is firmly entrenched in management ideology Wright 1999, 2001; Ledford 1999; Wright and Cropanzano 2000; Staw 1999a, 1999b; Wright et al. 2002) .
Studies from the 1930s onwards found only modest support for the link between worker satisfaction and improved job performance (Organ and Paine 1999) . Belief in the happy productive worker thesis has its roots in the 'human behaviour school' of the 1950s. Similarly, the 1970s' 'human relations movement' had a significant influence on job redesign and quality-of-life initiatives. Only mixed evidence has been produced to support the proposition that psychological growth and learning lead to sustained effective job performance. Organ (1977: 46) has attributed the acceptance of the conventional wisdom that 'satisfaction causes performance' to the broader conceptualization of the construct 'performance'. Apart from studies by Wright and Staw, (1999a; 1999b) affective well-being has seldom been investigated in the field as a predictor of favourable work outcomes for managers. Wright and Staw (1999b: 2) also found a 'plausible link' between employees' affective states and work behaviour that justified 're-opening the question of whether happy workers are also more productive'. There is a case for extending the happy productive worker thesis into an examination of the extent to which managers' affective well-being influences performance, using a more robust methodology to measure these constructs. Reinvigorating this debate may also inform the more general, but unproven, proposition that happy employees are more 'productive'. Nevertheless, despite these mixed and often contradictory findings, a viable stream of research may be found in the happy productive workers thesis that is both 'important and worthy' of investigation (West et al. 1992: 1) , as it 'begins to make a claim on our attention' (Christensen et al. 1982: 6) .
Rationale for the Research
The origins of the happy productive worker thesis can be traced to the seminal Hawthorne studies (Roethlisberger and Dickson 1939) , where higher levels of job-related performance were attributed to happy employees, compared to their unhappy counterparts. Research into emotions and affect in the workplace were initiated and peaked in the 1930s (Fisher 1980; Fisher and Hanna 1931; Hoppock 1935; Kornhauser and Sharp 1932; Roethlisberger and Dickson 1939) . Developed societies are increasingly aware of the incidence of psychological disorders in the workplace (Ganster and Schaubroeck 1991; Levi 1990; Millar 1990) , prompting occupational and organizational psychologists to scrutinize levels of psychological health amongst employees (Cartwright and Cooper 1997; Cooper and Cartwright 1994; Gebhardt and Crump 1990; Theorell 1993 ). In addition, organizational theorists have long recognized the considerable financial and human costs attributable to employee psychological dysfunction (Wright et al. 2002) . Mental health concerns in the workplace are now regarded as an international problem of considerable magnitude (World Health Organization 2005) .
Earlier, Weick (1979) had urged researchers to focus on the emotional dimensions of work life. Despite Weick's advice, much of the research into management issues has continued on the assumption that people's behaviour is rational, cognitive and stable. Yet emotions have also been found to comprise aspects of reason, action and feelings, including decision making and a disposition to act (James et al. 2000) . Rather than interfering with rationality, emotions may assist in wise decision making. Conversely, a lack of emotional expression has been shown to result in irrational behaviour (Damasio 1994) . Researchers continue to show renewed interest in the impact of emotions in organizational contexts (Ashkanasy et al. 1998) . Emotional states are no longer regarded as illogical responses to events in the workplace (Nicholson 2000) . A dispositional proclivity to cope with and manage emotional experiences has been popularized as 'emotional intelligence' (Goleman 1995 (Goleman , 1998 Mayer and Salovey 1993; Salovey and Mayer 1990) . Emotional intelligence is used here to refer to about two dozen social and emotional abilities that have been shown to be linked to successful performance in the workplace.
This study focuses on one aspect of emotional health-affective well-being. Although extensive research has been conducted into workplace affective well-being and job satisfaction (for example, Kahn and Cooper 1993; Kelloway and Barling 1991; Warr 1990 Warr , 1995 there is no specific empirical research into the impact of affective well-being and intrinsic job satisfaction on managers' performance. A research opportunity exists for using affective well-being as the predictor variable of managers' performance, in conjunction with intrinsic job satisfaction.
This study extends upon Wright and Staw's (1999a, 199b) research by more reliably measuring state affect (mood) and managers' performance. Ledford (1999: 30) also determined that the 'most important problem to address in research on the happiness-productivity connection is the operationalisation of the two key constructs'. Wright and Staw (1999a: 11) considered that their 'data might have been stronger had there been better calibration in the measurement of mood and rated performance'.
A Partial Model of Managers' Affective Well-being, Intrinsic Job
Satisfaction and Performance Warr (1987: 293) has suggested that researchers should explore 'what is known about the relationship between rated work performance and the components of mental health'. Research in this area has mainly focused on job satisfaction when, as has been suggested, affective well-being and intrinsic job satisfaction may provide an improved explanation of performance in the workplace. From the information collected for this study, a model was developed and tested that may have predictive power, as illustrated in Figure 1 . Unless otherwise stated, it is assumed, as reported in the literature, that the direction of the relationship between the variables is from affective well-being, intrinsic job satisfaction to performance (Warr 1999 ). However, this should not be taken to infer causality between the dimensions of affective well-being, intrinsic job satisfaction and managers' performance, although Lyubomirsky, King and Diener (2005) have argued for a strong directional causal link between happy individuals and success across multiple life domains including job performance.
Methodology
A cross-sectional questionnaire of 19 Western Australian organizations was undertaken during 1998-99 to collect data to answer the research question, and test the hypotheses and model. Data was collected using self-report measures of affective well-being and intrinsic job satisfaction, and downward appraisal of managers' performance (by the person to whom managers then reported). A composite selection of private, public and 'third sector' organizations was surveyed, representing managers from a range of occupational groups. A total of 400 useable questionnaires were returned from the 1,552 distributed, representing a 26 per cent response rate.
Self-report data from the sample was used to measure managers' affective well-being and intrinsic job satisfaction. Self and superior appraisals were used to gauge their performance. Job-related affective well-being (Sevastos 1996) and intrinsic job satisfaction (ibid.; Cook et al. 1981 ) items were obtained from published and validated scales. The properties of the instruments used were acceptable for measuring state and trait affective well-being and managers' performance (refer to Table 1 for details).
There were no validated measures of managers' performance identified that were suitable. A major contribution of this study was to define and measure the construct of managers' performance. Contextual performance scales were sourced from existing items in the literature, whereas the researcher devised the task performance variables.
Given the paucity of instruments available to measure managers' performance, there was a compelling case for developing an instrument based on Borman and Motowidlo's (1997) contextual taxonomy, and Borman and Brush's (1993) task taxonomy. Managers' performance items were developed by the researcher from the literature, and incorporated items designed to measure both contextual and task performance domains. Managers and their superiors were presented with 19 sub-scales designed to assess achievements on a range of job tasks. Additional items were adapted from OCB measures for the five contextual performance sub-scales (Konovsky and Organ 1996; Organ and Ryan 1995; Podsakoff et al. 1990 ). Managers' contextual performance scales were devised by the researcher (refer to Table 1 for details).
Methods

Concepts, Constructs Dimensions and Measures
Measures used in this study are consistent with the established theory base in this stream of research, and are closely aligned to the constructs being investigated. During the literature review it became apparent that there were a considerable number of well-validated instruments for measuring affective well-being and intrinsic job satisfaction, but few that were suitable for collecting data on variables identified as determining behavioural outcomes of managers' performance. Linkages between the relevant concepts, constructs, dimensions and measures have been established in previous studies and are given in Table 1 to support the choice of measures. (Sevastos 1996) 7-item subscale (Sevastos, 1996; Cook et al. 1981) . Self-devised 22-item scale of managers' contextual performance developed from Borman and Motowidlo's (1997) 5-dimension taxonomy. Items from Konovsky and Organ (1996) , Organ and Lingl (1995) , Borman and Brush (1993) , Podsakoff et al. (1990) . Self-devised 75-item scale of managers' task performance developed from Borman and Brush (1993) 18-dimension taxonomy.
Table 1
Concepts, Constructs, Dimensions and Measures
Concepts
Constructs
Dimensions
Measures managers' affective-well-being in relation to their contextual and task performance. In particular, the scales were more theoretically congruent with the notion of 'happiness' (Sevastos 1996; Warr 1990 ).
The following scales were used to measure and analyse managers' affective well-being and intrinsic job satisfaction:
1. a 20-item Positive and Negative Affect Schedule (PANAS) (Watson and Clark 1984) ; 2. a 12-item Four Factor Congeneric Model of Job-related Affective Well-being (Sevastos 1996) ; and 3. a seven-item subscale (Cook et al. 1981; Sevastos 1996) .
The IV (independent variable) scales (affective well-being and intrinsic job satisfaction) used were robust as they have been developed and replicated with large samples and are widely published. The affective well-being scales were not altered because their properties had already been established. Nevertheless, the psychometric properties of the scales were still pertinent. As with the pilot data, the scale properties are reported to ensure that the measures are within statistically acceptable parameters. Table 2 provides a summary of the alpha coefficients for affective well-being, intrinsic job satisfaction data and performance.
All alpha coefficients for affective well-being, intrinsic job satisfaction and managers' performance were well above the recommended threshold of 0.70 (Nunnally 1978) , ranging from 0.79 to 0.93.
Scale Means, Standard Deviations and Correlations
Maximium likelihood (ML) factor analysis was used with oblimin rotation. ML assumes that the data being analysed are multivariate normal. ML represents and separately estimates the unique portion of each variable measured. It has more restricted assumptions and only analyses shared variance (latent dimensions). The ML begins with the input of Pearson product-moment correlation using squared multiple correlations to make initial estimates of communality. Theoretically-based solutions, uncontaminated by unique and error variability, are produced by ML (Hair et al. 1995) .
Panas
PANAS was used as a dispositional (personality) control of affect. It has two factors that contained positive and negatively worded items. Consistent with Watson and Tellegen's (1985) intention, all the PANAS variables had strong primary loadings on the appropriate factor with acceptable loadings on secondary factors, indicating relatively pure markers of PA and NA (see Table 3 ). Total variance explained for PANAS was 50.611 per cent. Table 4 gives the ML with oblimin pattern matrix loadings for the Four Factor Model of Job-related Affective Well-being.
Four Factor Model of Job-related Affective Well-being
The scale taps the entire affect space. The amount of variance explained was 77.910 per cent. All items exhibited substantial loadings under 0.5, except 'gloomy' (0.389). Six of the 12 items loaded above 0.80, indicating the presence of a large number of marker variables. This pattern matrix supports the four factor unipolar model rather than the bipolar model.
Intrinsic Job Satisfaction
Intrinsic job satisfaction variables were predicted to be closely aligned with affective well-being. As anticipated, the indicators exhibited a very high internal reliability (α = 0.85), and loaded strongly on the predicted factor (see Table 5 ).
Total variance accounted for was 54.416 per cent.
Confirmatory Factor Analysis of Managers' Performance Indicators and Variables
Answering the research questions required the development of an instrument to measure the structure of managers' contextual and task performance. An eight-dimensional measurement model of managers' performance, derived from the survey data, was tested by exploratory and confirmatory factor analyses (CFA) to differentiate the structure of their contextual and task performance. Table 6 shows the ranked factor loading for indicators on contextual performance using sub-sample 1 (n = 200) on managers' selfratings. Four distinct factors were evident. Table 7 shows the ranked factor loading for indicators on task performance using subsample 1 on managers' self-ratings. As with the contextual performance factor loadings, four distinct factors were evident.
Several high-loading indicators were evident in both the contextual and task performance subsamples. There were seven high loading marker variables (> 0.80) for contextual performance, and 11 task performance factors representing 18 high-loading indicators. This indicated that the limits to parsimony for this matrix had been reached. A measurement model of managers' performance dimensions was confirmed to be multivariate and consisted of an eight-dimensional construct of performance that was tested through CFA. The performance construct was operationalized in terms of four contextual dimensions ('endorsing', 'helping', 'persisting' and 'following') and four task dimensions ('monitoring', 'technical', 'influencing' and 'delegating'). These dimensions were confirmed through multi-sample analysis and cross-validation techniques of manager'' and superiors' ratings (n = 200 and n = 125, respectively; Hosie et al. 2006 ).
Test of the Measurement Model
All analyses were based on the ML method. The input for the analyses was the covariance matrices for the managers' self-report and superiors' ratings on performance indicator subsamples. The variance for each of the eight constructs was fixed at 1 and respective covariances were freely calculated. To test the hypothesized models only random error was analysed, which assumed there was no systematic error in the data. Subsample 1 was used for the CFA of both managers' and superiors' ratings of performance to ensure independence of the samples. Combining managers' self-report and superiors' rating subsamples effectively doubled the cases available for analysis. These are independent samples because no overlap is allowed in the cases. Four models of managers' performance were tested. A best-fitting model was sought that separately fitted these datasets. An eight-dimensional model was tested based on the a priori model of managers' four factors of context performance and four factors of task performance.
Confirmatory Factor Analysis of Managers' Performance
Accurately measuring managers' performance was a necessary precursor to answering the main research questions posed in this study. The CFA explored the construct of managers' performance in detail. Results of the various CFA were conducted to test the measurement model. A CFA provided support for a 32-variable measure of perceived performance. The CFA on the eight performance constructs-four for contextual performance and four task performance-was used to confirm the measurement model. These analyses determined the independence of the constructs. Essentially, the eight dimensions and 32 indicators, identified in the exploratory factor analysis (EFA), withstood a rigorous process of CFA scrutiny that covered all the relevant aspects of performance. Contextual and task performance generalizes across managers and their superiors to provide a reliable measure of performance. Clearly, superiors' ratings of managers' performance are the most reliable.
Common variance was expected because the focal person rated their performance. However, as shown through the multi-trait multi-method method (MTMM) at the individual parameter level of analysis, managers' self-reports on their performance were contaminated by considerable systematic error through a tendency of the selfrated performance method to attenuate performance effects. By contrast, superiors' ratings of managers' performance had only a modest method variance and were, therefore, a reliable measure of the latter's objective performance.
Evidence was presented through invariance analysis that was used to determine if there was congruence between managers' and superiors' perceptions of performance. The model fitted the structure and was suitable for cross-validation with the original sample. A congruent structure for both managers' and superiors' contextual and task performance was established through an examination of the form of the performance model, the invariance of loadings across the self and superiors' samples, and holding the loadings constant, a test of the invariance of the relationships amongst the performance constructs. These scales were psychometrically sound because they show high levels of reliability (internal consistency), in addition to demonstrating construct validity, and are suitable for further analysis in relation to managers' affective well-being and intrinsic job satisfaction.
In summary, the measurement model clarified the construct of managers' performance, and was found to be composed of mutual and distinct measures that are generalizable across groups. The CFA findings indicated that the construct of managers' performance was multidimensional.
Canonical Correlation and Regression Analysis
Canonical correlation and standard multiple regression were used to analyse the linear combination of managers' affective well-being and job satisfaction with contextual and task performance. Indicators of affective well-being and intrinsic job satisfaction were found to predict dimensions of their performance, irrespective of whether the performance scores were from self-ratings or supervisory ratings.
Pearson Intercorrelations among Variable
The results show that positive affect (PA) and enthusiasm have a positive association with all the performance dimensions, while for negative affect (NA) and 'anxiety' only 'influencing' has a negative association. For 'depression' the performance dimensions of 'persisting', 'endorsing' and 'influencing' have a negative association, while for intrinsic job satisfaction this association is reversed, that is, 'persisting', 'endorsing' and 'influencing' are positively related to it. Finally, there is no statistically significant association between the eight job performance dimensions and 'relaxation'. See Table 8 for the Pearson intercorrelations among variables of superiors' ratings on performance and managers' self-report on performance and affective well-being and intrinsic job satisfaction. Table 8 indicates the statistically significant variables (that is, correlations = 0.18) of superiors' ratings on performance and managers' self-report on performance, and affective well-being and intrinsic job satisfaction. Validities for task and contextual performance (that is, between selfratings and superiors' ratings) were for the most part statistically significant. Those dimensions that showed acceptable levels of convergence were: 'technical' (r = 0.40), 'influencing' (r = 0.36), 'persisting' (r = 0.29), 'helping' (r = 0.18) and 'following' (r = 0.24). Three dimensions of performance (two contextual and one task) were not statistically significant: 'monitoring' (r = 0.12), 'delegating' (r = 0.13) and 'endorsing' (r = 0.17).
Results of the Correlation Analysis
Statistically significant correlations between performance indicators (self-ratings and superiors' ratings) and indices of affective well-being were compared using Fisher's Z transformation to indicate the significance of the difference between two correlation coefficients for independent samples. Sixteen pairs of statistically significant correlations were compared, but no statistically significant difference between self-ratings and superiors' ratings on these correlations was detected ( p > 0.05). Specifically, 'technical' was related to 'enthusiasm' (r = 0.25, and r = 0.21, for superior and self respectively, Z = 0.333.). Similar results were obtained for associations between 'monitoring' and PA ( The correlation matrix of the study variables (Table 8) found that affective well-being and intrinsic job satisfaction indicators were also associated with dimensions of managers' performance, irrespective of whether the performance scores were from self-report or superiors' ratings. There was also agreement on elements of self and their superiors' ratings of performance. Managers' performance dimensions were found to be valid for contextual performance dimensions ('persisting', 'helping', 'following') and two task performance dimensions ('technical', 'influencing'). However, a contextual performance dimension ('endorsing') and two task performance dimensions ('monitoring', 'delegating') were not found to be significant for managers and their superiors.
Canonical Analysis Estimation Sample
Results of the canonical correlation analysis for the first matched sample (n = 125) are shown in Table 9 , which shows the canonical correlations, cross-loadings, the standard canonical variate coefficients or weights, the per cent of variance extracted from within its own set of variables, and redundancies (the per cent of variance extracted from the opposing set of variables).
Redundancies are analogous to R 2 and are the products of the squared canonical correlation and the proportion of that set's variance accounted for by the canonical variate (Dillon and Goldstein 1984) . Canonical variates are orthogonal to each other, and the percentage of variance and redundancies are additive, as shown in the 'total' column in Table 9 . These coefficients have been shown to be statistically significant. See Table 9 for canonical correlations of the DV based on superiors' rated performance.
Canonical correlations for the two variates of superiors' ratings were 0.559 (p < 0.001) and 0.460 (p < 0.05), indicating they were suitable for interpretation. For superiors' ratings, the first canonical variate extracted 37.129 per cent of variance from the criterion set and 29.046 per cent of variance from the predictor set. For redundancies the first criterion set variate accounted for 11.602 per cent of variance in the predictor set, and the first predictor set variate accounted for 9.076 per cent of variance in the criterion set for a total of 13.925 per cent.
The second canonical variate extracted 10.978 per cent of variance from the criterion set, and 5.201 per cent of variance from the predictor set. For redundancies the second criterion set variate accounted for 2.323 per cent of variance in the predictor set, and the second predictor set variate accounts for 1.101 per cent of variance in the criterion set for a total 10.177 per cent.
Both canonical variates accounted for a total of 48.107 per cent of the criterion set variability, and 34.248 per cent of the predictor set variability. As was mentioned earlier, in order to interpret the results from a canonical correlation, either the cross-loading and/or the standardized coefficients weights may be used. However, because the canonical correlation analysis was used here only as a method of creating composite DVs, and not for testing of hypotheses, cross-loadings were not evaluated. As an exploratory preliminary step, an examination of the loadings and the weights for each variable may be carried out to detect any instability in the standardized weights. Instability in the standardized weights (for example, a small weight relative to a loading, or a negative algebraic sign where a positive sign was expected) may be due to either multicollinearity, or to the variance in a variable having already been accounted for by some of the other variables (Dillon and Goldstein 1984) . Squared canonical correlation represents the variance shared by the linear composites of sets of DVs and IVs, but not the variance extracted from the sets of variables. Variates are derived to maximize the correlation and identify the optimum structure or dimensionality of each IV and DV set. Canonical correlation does not deal with a single DV, but a composite of DVs that only contain a portion of each DV's total variance. Thus, it cannot be assumed that all variance of the IV set is explained by itself.
A strong canonical correlation may be evident between two linear composites (canonical variates) even though these canonical variates may not extract significant amounts of variance from either set of variables. This accounts for the maximum amount of the relationship between two sets of variables, but does not ensure a substantial relationship of practical and conceptual significance. Practical significance of canonical functions is represented by size of canonical correlations, but there are no generally established guidelines regarding suitable sizes for canonical correlations (Hair et al. 1995) . Further analysis using a standard multiple regression is required to determine the amount of DV variance accounted for or shared with the IV.
Analysis of the Model
A partial model of managers' affective well-being, intrinsic job satisfaction and performance was developed from the literature for testing. Two orthogonal variates of managers' affective wellbeing, intrinsic job satisfaction and performance canonical correlation analysis resulted in the identification of two orthogonal dimensions of affective well-being, intrinsic job satisfaction and performance, as illustrated in Figure 2 .
The model shows that for the first canonical variate, PA and intrinsic job satisfaction are strongly associated with 'influencing'. This variable is similar to Speitzer's dimension of 'impact' that forms part of the four-dimensional construct of empowerment. It describes a manager's belief that his or her actions can be influential in the organization, and contribute towards the achievement of organizational objectives. PA is a personality characteristic associated with extroversion, and is central to managerial jobs in dealing with peers, superiors, subordinates and external constituents. Possibly, an engaging personality is the reason that individuals are promoted, or self-select into managerial positions. PA may enable managers to influence decisions from which they derive considerable intrinsic job satisfaction, which has a substantial cognitive component. Alternatively, the opportunity to 'influence' decisions within an organization may result in enhanced intrinsic job satisfaction and heightened PA.
The second canonical variate or dimension showed a complex set of associations between aspects of affective well-being, intrinsic job satisfaction and performance. PA, 'anxiety' and 'relaxation' were positively associated with the contextual performance variable 'following', and the task performance variables 'monitoring' and 'technical', while NA and 'enthusiasm' were negatively associated with performance variables ('technical', 'monitoring' and 'following'). This indicated that high arousal (positive PA with negative NA) was present, but job dimensions were not particularly motivating (as indicated by negative 'enthusiasm' but positive 'relaxation'). This finding indicates that managers will experience arousal but low distress when undertaking transactional roles.
Another explanation for the second canonical variate may be that aspects of managers' job requiring essentially transactional or administrative roles (negative 'technical', with positive 'monitoring' and 'following') may lead to high arousal with positive PA and 'anxiety', but provide opportunities for 'relaxation' in conjunction with negative 'enthusiasm' and NA. A positive association with 'monitoring' and 'following' indicated that these performance characteristics require vigilance and consequently high arousal ('anxiety' and PA with the attendant NA), but do not lead to a motivating environment (negative 'enthusiasm').
However, 'monitoring' and 'following' provide opportunities for 'relaxation', due to their prescriptive content, that leads to acceptable levels of affective well-being.
Managers also reported PA, a personality trait, to be the only variable common to both dimensions of contextual and task performance, indicating that it may be a prerequisite for managerial jobs. From this finding it could be inferred that managers will have a positive disposition to work. This has implications for the recruitment, selection and development of managers.
Conclusions About the Research Questions
Development and testing of the model contributed to gaining an understanding of how affective wellbeing and intrinsic job satisfaction impact on managers' performance variables. A number of questions were investigated that were derived from the literature of affective well-being, intrinsic job satisfaction and managers' performance.
Is there an Association between Affective Well-being, Intrinsic Job Satisfaction and Managers' Contextual and Task Performance?
Contextual and task performance were found to be significant predictors of PA. As anticipated by Judge et al. (2001) , intrinsic job satisfaction was found to be associated with performance. Affective well-being self-report (PA, intrinsic job satisfaction) was positively associated with a dimension of superiors' report on task performance ('influencing'). Positive associations for dimensions of affective well-being self-report (PA, 'anxiety' and 'relaxation') were negatively associated with dimensions of superiors' report on task performance ('monitoring') and contextual performance ('following'). PA, 'anxiety' and 'relaxation' were also negatively associated with a task performance dimension ('technical'). As predicted, positive affective well-being was related to enhanced managerial performance, whereas diminished affective well-being indicated poorer performance.
To What Extent Does Affective
Well-being and Intrinsic Job Satisfaction Predict Different Dimensions of Managers' Contextual and Task Performance?
As predicted, positive affective well-being was associated with enhanced managerial performance, whereas poor affective well-being indicated diminished performance. Certain aspects of managers' affective well-being and intrinsic job satisfaction ('enthusiasm', PA, intrinsic job satisfaction and to a lesser extent 'anxiety') were found to be most influential for managers' contextual performance ('following') and task performance ('monitoring', 'influencing', 'technical').
A large amount of this variance of performance was explained by affective well-being and intrinsic job satisfaction that enhanced the predictive power of the model. The first canonical variate explained 31.25 per cent of the variance of performance and the second 21.16 per cent. Thus, each of the canonical variates separately accounted for substantial amounts of managers' performance in relation to affective well-being and intrinsic job satisfaction.
Does Positive Affective Well-being
Result in Enhanced Managers' Performance, and is Poor Affective Well-being Detrimental to Managers' Performance?
Consistent with Warr's (1987 Warr's ( , 1990 ) Vitamin Model, a link between managers' affective wellbeing, intrinsic job satisfaction and performance was evident. Also consistent with Warr's (1992) findings, those in higher-level jobs (for example, managers) reported less job-related depression, but significantly more job-related anxiety. Positive affective well-being was related to enhanced managerial performance, whereas poor affective well-being indicated reduced performance. PA was found to be a significant predictor of task and contextual performance, supporting George and Brief's (1996) argument that positive affects (one of the indicators of extroversion) is related to distal and proximal measures of motivation. PA, 'anxiety' and 'relaxation' were positively associated with the task performance variable 'monitoring', and the contextual performance variable 'following', but negatively associated with the task performance variable 'technical'. This result is consistent with the Hay Group's (1999) finding that less than 10 per cent of Fortune 500 companies attributed technical ability to result in high potential managers and leaders careers becoming 'derailed'. NA and 'enthusiasm' were negatively associated with 'technical', 'monitoring' and 'following', indicating a level of 'disengagement'. PA is an 'activation-based' affect that was positively associated with the task performance variable, 'influencing'. Thus, managers who have high PA and intrinsic job satisfaction are more likely to influence decisions.
Technical expertise is not considered to be an important aspect of manager' task repertoire. As Goleman (1998: 21) noted, 'Outstanding supervisors in technical fields are not technical but rather relate to handling people.' Managers with PA are likely to experience elevated anxiety, but have opportunities for relaxation when undertaking 'monitoring' and 'following' work. Goleman asserted that 'the higher the level of the job, the less important technical skills and cognitive abilities were, and the more important competence in emotional intelligence became ' (ibid.: 33) .
Contribution to Management
This study has contributed to our understanding of how managers' affective well-being and intrinsic job satisfaction impacts on performance and, ultimately, organizational effectiveness. As a stream of research, the 'happy effective manager thesis' is both 'important and worthy of investigation' (West et al. 1992) . As Ashkanasy et al. (1998: 9) have observed, the 'knowledge, measurement, and understanding of the role of emotions in workplace settings are missing in the study and practice of organisational behaviour'. This study investigated affective well-being, an important aspect of emotions, and is intended to contribute to the broader debate over what underpins human performance at work. A more sophisticated understanding of how affective well-being and intrinsic job satisfaction interact with managers' performance contributes to a better comprehension of aspects of the associations underlying these constructs.
Evidence of how affective well-being and intrinsic job satisfaction interact with managers' performance will be valuable in determining job designs and organizational-level interventions. Such an understanding has the potential to translate into improved managerial practices. These findings are also intended to progress the debate about how work might be structured to improve employees' performance.
A strong causal link has been established between people management and business performance by Patterson et al. (1997) . Compared to other management practices (for example, strategy, quality focus, investment in research and development), human resource practices explained 18 per cent of the variation in productivity and 19 per cent in profitability of companies in the United Kingdom. Two clusters, acquisition and development of employee skills (including the use of appraisals), and job design, were shown to be particularly important. Patterson and colleagues established an empirically compelling argument supporting the relationship between people management practices and commercial performance.
Managers are pivotal to an organization's productivity and effectiveness since they have ultimate responsibility for maximizing the resources available to create value (Jones 1995) . The resource-based view of the firm recognized the value added by human capital (Hamel and Prahalad 1994; Wernefelt 1984) . Regardless of the industry or country concerned, managers represent the human capital that is critical to an organization's success (Williams and Anderson 1991) . Any decline in managers' performance inevitably results in revenue foregone, opportunities lost and increased costs. In turn, this hampers the capacity of organizations and, ultimately, national economies to create wealth.
Organizations are under increasing pressure to improve productivity, while simultaneously reducing costs, resulting in an epidemic of 'corporate anorexia' (Hamel 1996) . A new enterprise formula is emerging-'1/2 × 2 × 3'-whereby half as many people are being paid twice as much, to produce three times more (Handy 1996) . This trend of 'squeezing the pips' is particularly evident for managers, where incidences of stress and burnout are increasingly common (Quinn et al. 1996; Reinhold 1997) .
In this study, affective reactions are conceived of as a precursor to stress in the workplace. Affective well-being is treated as a first-order concept that underpins stress, a second-order concept. Emotional reactions, resulting from intrinsic and extrinsic stimuli, determine a person's reactions to stressful situations. The US National Institute of Occupational Safety (2005: 6) has defined stress generically as:
'Harmful physical and emotional responses that occur when the requirements of the job do not match the capabilities, resources, or needs of the worker. Job stress can lead to poor mental health and even injury.
Affective well-being is treated in this case as a first-order concept that underpins stress as a second-order concept. Job stress can lead to poor mental health.
Organizational dynamics experienced by Australian managers are indicative of those facing most nation-states and economies. Australian managers are under increasing pressure to produce superior results in shorter time-frames, with fewer resources (Coles 1999; Forster and Still 2001) . Handy (1996) considered the '1/2 × 2 × 3' formula 'about right' for Australia, New Zealand, the United Kingdom and North America. To reach and sustain heightened levels of performance, and to avoid burnout in this environment, it is desirable that organizations develop strategies for maintaining managers' affective well-being and intrinsic job satisfaction. Of the three psychological aspects of burnout (emotional exhaustion, depersonalization and diminished sense of personal accomplishment), emotional exhaustion is increasingly prevalent in Western workplaces (Lee and Ashforth 1996) .
By establishing how affective well-being and intrinsic job satisfaction influence performance, it will be possible to predict how a deterioration, or an improvement, in these factors impacts managers' performance. Similarly, management practices that increase managers' affective well-being and intrinsic job satisfaction may result in corresponding reductions in workplace tension and improved efficiency. Such information may be used to develop recommendations about changes that are likely to promote a healthier and more supportive work environment for managers.
Conclusion
This paper examines the 'happy productive worker' thesis, by investigating the impact of jobrelated affective well-being and intrinsic job satisfaction on managers' performance. Indicators of their affective well-being and intrinsic job satisfaction were found to predict dimensions of their contextual and task performance. Decades of research have been unable to establish a strong link between job satisfaction and performance. Affect has rarely been used as a predictor of job performance outcomes. Despite mixed empirical evidence, there is support in the literature to suggest that a relationship exists between affective well-being, intrinsic job satisfaction and managers' performance.
A series of research questions were developed from the literature to establish if there was an association between managers' affective wellbeing, intrinsic job satisfaction and their contextual and task performance. To what extent does affective well-being and intrinsic job satisfaction determine different dimensions of contextual and task performance? Does the construct of managers' performance consist of the two dimensions, contextual and task performance? Does positive affective well-being result in enhanced performance, and is poor affective well-being detrimental? Answering the research questions required the development of an instrument to measure the structure of managers' contextual and task performance. An eight-dimensional measurement model, derived from the survey data, was tested by exploratory and confirmatory factor analyses to differentiate the structure of managers' contextual and task performance. The performance construct was operationalized in terms of four contextual dimensions ('endorsing', 'helping', 'persisting', 'following') and four task dimensions ('monitoring', 'technical', 'influencing', 'delegating'). These dimensions were confirmed through multi-sample analysis and cross-validation techniques of managers' and superiors' ratings.
Self-report data were used to measure affective well-being and intrinsic job satisfaction, while supervisor ratings provided an evaluation of managers' contextual and task performance. An empirical methodology was used to enable the research questions to be answered and to suggest a partial model of managers' affective well-being, intrinsic job satisfaction and performance.
A large amount of the variance of performance was explained by affective well-being and intrinsic job satisfaction. Affective well-being selfreport (positive affect, intrinsic job satisfaction) was found to be positively associated with a dimension of superiors' reports on task performance ('influencing'). Positive associations for dimensions of affective well-being self-report (positive affect, 'anxiety' and 'relaxation') were also found to be negatively associated with dimensions of superiors' reports on managers' task performance ('monitoring') and contextual performance ('following'), which was also negatively associated with the task performance dimension ('technical'). As predicted, positive affective well-being was related to enhanced managerial performance, whereas diminished affective well-being indicated poorer performance.
The implications of this study to the body of management theory and practice were discussed.
A better understanding of how affective wellbeing and intrinsic job satisfaction influences managers' behaviour was posited to improve aspects of their performance. Suggestions were made about how managers' jobs might be changed to enhance, or to avoid a decline in, affective well-being, intrinsic job satisfaction and performance in order to improve overall organizational effectiveness.
This study aimed to establish which components of managers' affective well-being and intrinsic job satisfaction predicted dimensions of their performance. A partial model was proposed for linking indicators of affective well-being and intrinsic job satisfaction to a number of the dimensions of managers' performance. In the process, a new instrument was developed and refined to performance.
This study was based on the popular notion that affective well-being and intrinsic job satisfaction predict performance. The 'happy productive worker' thesis is yet to receive unequivocal empirical support. This seminal management issue was revisited using robust measures of the constructs of affective well-being, intrinsic job satisfaction and managers' performance. Rated performance of managers was previously conceived as a unidimensional construct. Multi cross-validation of self and superiors' ratings found managers' performance to be a multivariate construct consisting of both contextual and task performance.
A measurement model of managers' performance dimensions was confirmed to be multivariate and consist of eight distinct dimensions. Four contextual performance and four task performance dimensions formed the scales for managerial activities. Indicators forming these scales were of most consequence to managers and their superiors.
As predicted, positive affective well-being and intrinsic job satisfaction were related to establish the structure of the dimensions of managers' enhanced performance, and poor affective well-being indicated reduced performance. Affective wellbeing self-report (positive affect, intrinsic job satisfaction) was found to be positively associated with a dimension of superiors' report on task performance ('influencing'). Positive associations for dimensions of affective well-being self-report (positive affect, 'anxiety' and 'relaxation') were found to be negatively associated with dimensions of superiors' report on task performance ('monitoring') and contextual performance ('following'). This was also negatively associated with the task performance dimension ('technical').
This study found that a considerable amount of the variance of performance was associated with affective well-being and intrinsic job satisfaction, and vice versa. Explaining a large amount of this variance made it possible to develop a model of managerial affective well-being, intrinsic job satisfaction and performance with enhanced predictive power. Using two independent DVs (supervisors' one-to-one ratings) of IVs (affective well-being and intrinsic job satisfaction) eliminated unnecessary noise in the data caused by common method variance.
As previously noted, the analysis described does not provide evidence of causality. As Ashkanasy (1998: 4) stated, 'Performance is another likely concomitant of affect at work, though whether it is a cause or a consequence is unclear.' The analysis does provide for certain inferences to be made about the associations between aspects of managers' affective well-being, intrinsic job satisfaction and performance. However, it is difficult to conclude from this study that happiness contributes to self-motivation, and that this facilitates organizational effectiveness, or that performance is a barometer of the feeling that managers are effective. However, it is possible that wellperforming managers could also be happy as a consequence of their effective performance and the resulting rewards.
The implications of the contribution made by this study to the body of management theory and practice were discussed and opportunities for further research were identified. Replication of the model and managers' contextual and task performance scales is recommended. This study extended upon the existing theoretical base of managers' affective well-being, intrinsic job satisfaction and performance, by devising a model that included performance constructs that have not been comprehensively dealt with in previous theoretical and empirical work. Specifically, measurements of contextual and task performance constructs were identified as deserving of further development. In the process of refining these scales, consideration should be given to devising a cross-cultural version of the instrument suitable for use in a range of organizations and countries.
In short, we believe that this study has progressed the debate over 'happy productive worker' thesis by investigating the association between managers' affective well-being, intrinsic job satisfaction, and their contextual and task performance.
